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CTﬁIIJ‘ETE oo 1. Reduce Material Preparation Time and Optimize the Packaging

AMITHOHWN! Process
10H -
P’ Leader:  Viktor Ivanov

Team members: Nadezhda Ivanova, Veselka Angelova, Petya Georgieva
Tsvetozar Ilvanov, Tihomir Bozhenski

Champion: Majed Majed

ADDING VALUE

Field of activity: Warehouse and Packaging

Location / Factory: APS Bulgaria

Completion date: 30.06.2025
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*Slow and poorly organized finished goods packaging process
*Production line delays caused by materials not issued in the
system

*Material issuing takes too long

*The finished goods packaging method is not clearly defined and
lacks standardization

*Crossed flows and long travel distances during packaging
preparation

*Repeated handling of the same packaging material by multiple
operators

*Excessive quantities of pre-prepared packaging materials

Alpha Warehouse
Packaging
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2. Target setting

Trend analysis:

Material Preparation Time for Production Finished Goods Packaging Time

NPEAN
Monysggate ra 3
VRS AN 1
crare a nopLra o Mperiacie o tailigito s
Joagea s i St Ll \aliolia
uncaalTo va 1 8 Mperacgiis o aiigHirs ia 1)
E Ha 3a ; = TbBaHe Ha & KalloHa
goee K Ha noxagmme K - Mpewacgie Ha aibgrirte ta
KaHe Ha MaTeDM inuTe ot KalloHa
cpTupati i Mperacgiie ta taioHite ia 1|
lﬁsqa Gal a latEpuanTe. ; \aiioia
GMaHo Ha K acgie o Kail
epsiaie Ha natepyan PeHacs & B hes 1110
SRaHe e e 15 a6 CHoD MpeHacne. i KOLUGHITS 1o
e ik Thatie Ha b Kaliona
UKBaHe Ha Taga h CTapT Mperacghe tia KaligiTo i
Tloneye Ha eTIKeTA Brpxy k Tioate 18 B Kaldoa
068 Ha KOMMORENT 3 Mpewacgie Ha aibgrirte ta
06115 Ha KOMNOHGHT ! Kalliona
0EHE Ha KOMMOHEHT npeuacéme ua I.I.I HUTE Ha
05116 11a KomHoHeHT a Thatie ia & Kaldoa
0GHE Ha KOMTOHGHT MpeHacinG Ha KALIGHITS Ha
051G Ha KOMNOHGHT 3 ThBane 13 8 KalloHa
0EHE Ha KOMNOHEHT MNpeHacgHe Ha KalQHUTe Ha |
05116 3 KomRoHeHT 3 Moo ia § aiboa
06115 H1a KOMNOHGHT e E
06116 Ha KOMTOHGHT 1 89|Bacﬁne 18 Kaltionte g v
0EHE Ha KOMMOHEHT NakoBaHe Ha 8 KallOHa —
05115 Ha KOMNONSHT ] Mperigt e e aloHire A6
0cic Ha KomnoreH aKossHe A & KoLt
00H 1 KOMTIOHEH: Mperistino i mm%ﬂme 0
05116 11a KomHoHeHT 1 aobaie 18 S Kot =
16 1ia KoMNOHGHT MperSAS e kagHiTo 1o i
BBoSHe 13 kovnoneiT MperSAe e tailg e Ao m
CAiAa 18 Tasa ! PO @ 8 Kbl =
BpoeHE Ha KOMITOHGHT Y MPeHACTHE. Ha KALIGHATE 71 !
Bpoenec"‘a“?gm'ﬁ%ﬂgﬁ? I n w’?ﬁ“fﬁ%ﬂé‘& G0 T
Chnia Ha 196 Pels; 0 5 8 Koot =
Bpoge ta onnoes Mperistno i ujgnme 0
05116 113 KOMIGHEHT . GoBaiic
A Ha Tasa Mpexgtre e aigrte Ao
Bpoene g LEMTbASHT Ak Ssaie Aa S KoL
i L Ta08 | Mperigts o talgHire Ao
Bpoete ha KouroNeHT Khindiia -
06HG Ha KOMIOHGHT 4 TlpexaCaNe Ha KallgHitTe. 20
06116 Ha KOMTIOHGHT et i £ =
0cto Ha KOMIOHGHT Y MpergCiie Ha @ibgritte 10 "
0EHE Ha KOMMOHEHT NAKOBaHe Hs KaluoHa —
haGHS Ha Kool ] MlperAEKAaRE Ha ToT084 o

Target:

INDICATORS BASELINE

Material Preparation
Time for Production Minutes 246 20% 74

Finished Goods Minutes 347 10% 276
Packaging Time

PERIOD April 2025 2025 July 2025
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3. Team building

Names and duties of people

* Majed Majed
Plant Manager

* Viktor lvanov
Planning Leader

 Nadezhda lvanova
Production Planner

* Veselka Angelova
Warehouse Operator

+ Petya Georgieva
Packaging Operator

* Tsvetozar lvanov
Industrialization Engineer
* Tihomir Bozhenishki

Mechanical Engineer (Product Administration)

Meeting dates:
Every Thursday

Team photo
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Overview of the Kit
Preparation Area
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Inappropriate Racking System
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4. Current state analysis

Packaging Materials Are Transported Over Long Distances, Resulting in Crossed

Inbound and Outbound Material Flows.
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4. Current state analysis

Packaging
Preparation
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5. Project plan

No Projects steps
1 Problem selection

2 Target setting

3 |Team building

4 Current state

5 Project plan

6 Root cause analysis

7 Implementation of solution
8 |Target - result control
9 Standartization

10 |Deployment

11 |5S
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* Analysis of Long Material Issuing Time

Objective of the Analysis 5 Why ?

. , , Why? :
+ Identify the root cause of delays in material , What is the problem?
issuing using the 5 Whys technique. Why? Material issuing is too slow.
« The analysis revealed that the causes were not -
technical but organizational, including: s
* Lack of material flow analysis - Root y:
. Lack of standardization y Why? Cause! Why? Why does material issuing take so much time?
*  Lack of visual management C
As a result, a structured methodology and a visual Why?
management system were introduced. Why? There is no standardization, resulting in waiting.
* Actions Implemented C -
* Implemented visual management (floor markings 5 Why? ) ] ]
and signage) Why? Materials do not have fixed storage locations,
. 9 ,g . causing operators to wait.
» Defined fixed storage locations
. Reorganized the layout to establish a one-way Why?
material flow Why? There is no visual management system,
+ Standardized the process through 5S and and material flows cross each other.
employee training
* Implemented a basic traceability system Why?
Why? The layout of the storage areas does not
support the material flow.

Root Cause
Lack of material flow analysis resulted in an
inefficient warehouse layout, lack of standardization,
and waiting during the material issuing process.
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Based on the root causes identified through the 5 Whys analysis, a structured countermeasure implementation plan was
developed and executed. The actions were implemented between April 1 and June 30, 2025, focusing on organizational
improvements, visual management, and process standardization.

MAAH 3A MPUNATAHE HA NPOTUBOAENCTBUA

NO | MbPBOMPUYMHA NPOTUBOAENCTBUE OTrOBOPHUK [ATA NOACHEHUSA
Jlnnca Ha aHanM3 Ha |3acHemMaHe M aHa/M3 Ha NOTOKa Ha
1 noToKa maTepuanu Buktop VMBaHoB 8.4.2025 HabntogeHue Ha ABUKEHUATa
30HuUTe He oTroBapAT |PeopraHusaumsa Ha 30HUTe U paboTHUTE
2 Ha peanHuA NOTOK mecra Tuxomunp boXKeHULWKN 15.4.2025 [peHapexaaHe Ha CTena*kn n mapLpyT
Jlnnca Ha Bu3yanHa
3 cucTema BbBexkaaHe Ha Tabenn n mapKUpoBKa Becenka AHrenosa 25.4.2025 ETWKeTH, 30HM C LBETOBU KOA,
Jlunca Ha ¢uKcMpaHu
NloKaumm 3a OnpegensaHe Ha GUKCMpaHM NO3MLUK 33
4 martepuanm BCEKW apTUKyN Hapexpa MeaHoBa 6.5.2025 B Excel n ¢usnyeckun no crenaxku
HectaHgapTmsvMpaHa |[BbBerKgaHe Ha CTaHAApPT 3a eTUKET U
5 OMaKoOBKa HA4YMH Ha ONaKoBaHe Buktop MBaHoB 20.5.2025 CHMMKM + WabnoH 33 0byyeHme
YecTo n3vakBaHe npwm
6 M3nuceaHe ot cknag, |CraHaapTmM3auma Ha npoueca no u3nuceaHe| LiBetosap MBaHoB 1.6.2025 Cb3paaeH YeKNUCT 33 U3NUCBaHe
Jlunca Ha obyuyeHune
7 no HOBMWA CTaHAAPT MpoBeXaaHe Ha obyyeHue C eknna Buktop MBaHoB 12.6.2025 MpucbCcTBEHO + BU3yaiHA MHCTPYKLUA
Results

All planned actions were successfully completed on schedule.
Key achievements:

Material issuing time reduced by 70.2%

Finished goods packaging time reduced by 20.3%

Annual cost savings: €22,876

Improved workforce utilization by 1 day per week
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8. Target- result control

Material Preparation Time

After kaizen
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Change in performance metrics: Savings:

CURRENT %
STATE IMPROVEMENT SaV| ng

Material 28 828,80 NB.

Minute 246 10% 74 70%

UNIT BASELINE TARGET

Preparation Time
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8. Target- result control

Final Quality
Packaging Inspection
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LEAM.BG
First Audit. Points 31 Second Audit. Points 89
MpoBepo4eH nuct no 58 el MpoBepoyeH NUcCT no 5S &
3asof. APS i I Maraaus Anda Aara 16.anp.25 Jaeom; APS 30HA: | Maraaun Anda fara 1.wonn.25
Opwrop:| H. MBaHoBa 15 25 35 A5 55 O6wo - Make. 100 T Omwop| | B, Veanos 1S 25 35 1S 53 Obo - Make, 100 1.
OO0 oMk 10 6 12 0 3 =L 060 Toum 18 16 19 20 16 89
Bp. Bbnpocu 5 5 5 5 5 = Ep. Brnpock ] 5 5 5 5 25
CpepHo Toun 40 1.2 24 0.0 0.6 = CpeaHo Towan 36 32 38 2.0 32 36
[eiHoctu o 1S - COPTUPAHE 280 80 0 ) [eitHocTi no 1S - COPTUPAHE 0[1]2]3]4]|3e.
1.01  Ha paGotHoro MACTo ce Hamupar camo HyxwuTe matepuany, Hafl, w ap. Matepuany. kouto we | 3 X 1.01  Ha pafioTHoTo MACTO Ce HaMMpaT camo HyxHuTe maTepuanu, Hall, u ap. Marepwanu, kouto He |4 x
Ca HypKHY 33 Tekyulara pabora ca OTCTpaHeHH oT paBoTHOTO MACTO. ca Hy3kHW 3a Texywiata pabota ca oTcTpaHeHw oT paBoTHOTo MACTO.
1,02 Ha pa6oTHoTo MACTO C& HaMUPAT CaMO HYKHITE WHCTPYMEHTH, NPUCNOCOGNEHMA 1 Ap.M. s X 1.02 Ha paboTHoTo MACTO C8 HAMMPAT CAMD HYKHWTE MHCTPYMEHTH, NPUCNOCOBNEHUA 1 4p.n. 4 X
WncTpyMeHTU, KOWT He Ca HyKHM 33 TekyUlara pabora Ca OCTpaHeHH OT paBoTHOTO MACTO. WMHCTPYMEHTH, KOWTO HE C3 HyHW 33 Tekylata paboTa ca oTcTpaHeHn o paboTHoTo MACTO.
103 Ha paGotkoTo MACTO ce Hauipa camo Heobxoanioto obopyasake. Malnkn, cTena, E X 1.03 Ha pabotHoro mAcTo ce Hamupa camo Heobxognumoto obopyasane. MawmnHu, crenasm, 4 X

LIJKEE]JUEIE. M3acKh W 4p. KOWTO Ca naneanu ot YI'IDTpEﬁE WA HeHYHHW 33 Tery W oTo NpOM3BoOACTED

LLIKEEIJDEIE!. M3ach W gp. KOWTO Ca Waneanu ot YI'IUTpEﬁE WM HEHYHHKW 33 TekyL oTo NpOW3B0ACTED
Ca OTCTpaHEHKW OT pEEDTHDTD NpocTpaHTCEO.

Ca OTCTpaHeHW o1 pEEDTHDTD NpOCTPaHTCEO.

1.04  Ha paboTHoTo MACTO c& HAMWPA Camo HeolxoauMaTa AoKYMeHTALUMA (BKN. MHDOPMAaLWA No 3 X 104

Ha paBoTHoto mAcTo ce Hamupa camo Heobxofumata foKyMeHTaUMA (BKkN. MHpOpPMaLMA no 4 X
tabnara). OcTapenn Unu HeHy#HW Aoknagn, benexan, oBRBN, admLmn v Ap. Ca OTCTPaHEHM.

Tabnata). OcTapeny MW HEHYXHW AoKkNaau, benexkn, obABK, afMWn W Ap. €a OTCTPaHEHW.

1,05 B cranaapra no 55 (pab. uHeTpykUMA/cxeMa U np.) 3aa pabotHoTa MACTO ca AedHupadn Bonukm |0 | x 1,05 B cranaapra no 53 (pab. NHCTPyKWHA/CXEMa W Np.) 33 pabOTHOTG MACTO Ca AeURNPaRN BCHUKN | 2 x

HYCKHW NpeiMeTi 33 MACTOTO

HYKHW NpeiMeTi 338 MACTOTO
i = 3ab. =
- feiwocw o 25 - CUCTEMHO NOAPEXTAHE 023 LefiriocT o 25 - CUICTEMHO MOLPEXOAHE o[1]2[3[a]sme.
. MNpoxoauTe ca ACHD WABHTWQMUMPEHN 1 He3aNpeusHI. Max0ANTe Ca ACHO ABQMHINDEHN 1 x 201 [Mpoxogute ca ACHO WAEHTUGMLMPAHN 1 He3anpeueH. Maxogute ca AcHo geduHUpaHn i 4

He3ampeneHm. HeaanpeyeHn.

202 Mecrara 3a BCHHKM MPE/METH - & ACHO ASPUHIPHO, OYEPTAHO U MapKUPaHO no pasbupaen | 1 X 202 Mecrara 3a BCUMKM NPegMETH - & ACHO 4eIMHUPaHD, O4YepTaHo U Mapkupano no pazbupaem |4 X

HauwH. (mpedvemu no noda - kyTun, Hall, matepwany, KONWYKW, NOYWCTEALLW CPEACTEA, NANETH

HauuH. (mpedmemu mo moda - kyTuK, Hall, matepuany, KOnMYKW, NOYWCTBALLW CPeACTEE, NaneT
3a CTPY3KKM 1 Ap.; mpedMemy Mo dpyau Mecma - MHCTPYMEHTH, CTENaXW W np.)

33 CTPYRKKN W Ap.; Apeduemu mo dpyau MEcma - NHCTPYMEHTH, CTENZXKW W np.)

2.03  Konuuectsara 3a matepuany, koncymatnen u Hall ca AcHo pedunnpann, oueprani 0 x 2.03  Konuyecteata 3a maTepuanu, koHcymaTHBH W Hall ca AcHo AeduHupany, ouepraHn u 0)x
HaAnCaHu. HaAMNCAHK.
2.04 TMocraEenn ca eTHKETH W HAANMCK 3a marepnani, H3M, malmHm, yyacTbuy, Nasugw v np. 2 X 2.04 ToctaseHu ca eTMKETH M HAZNMCK 33 Marepuany, H3M, MALWNHKY, YUACTLLN, NABULM U Np. 4 x
205 [Nokymentute (BKN. MHtopmauna no Tabnara) ca YETNNBO HAANWCAHK W UMAT AcHO AedimHupaHo | 2 X 205 [lokyMeHTHTe (BKN. WH(OPMALWA N0 TabNaTa) Ca YEeTNMBO HaANHCaHN W MMAT ACHO AediHmpano | 4 X
MACTO. MACTO.
HeiocTi no 3S - CUAVIHA YNCTOTA 0[1]2[3]4)3a6. MeittocTit no 3S - CUAWMHA YAGTOTA 0[1]2[3]4]3es.
3.01 Monoeete ca ynCTH OT MPLCOTUA, NPAX, OTNALbLA, KOMNOHEHTH, ONAKOBLYeH marepuan u ap. |2 X 301 MogoBeTe ca 4MCTH OT MPLCOTHA, NPaX, 0TNAALLN, KOMIOHEHTH, oNakoELueH marepian u Ap. | 4 X
MapkupoekuTe no noga ca B 4opo ckeToAHue. CTEHKTe, NperpaguTe, KONoHKTe, ca MapxunpoBkuTe no noaa ca 8 406pa cheToAnne. CTeHUTe, NperpaauTe, KONoHMTE, Ca
YMCTH.

YHCTH.
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